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ABSTRACT 
 
As business practice in the 90's focuses on mission rather than goals and embraces process rather 
than plans, marketing concepts have adjusted toward vision instead of image.  Profiling, projection 
and positioning have become the strategies more prominent than promotional tactics and product 
endorsement.  Places of distribution are newly regional rather than international, and pricing?  
Pricing now reflects diversification of resources. 
 
This paper merges western marketing experience with eastern bonding practices, and illustrates the 
emergence of development modela for nonprofit organisations. 
 
 
PREFACE 
 
The cultural and environmental heritage projects of our dreams are often locked in strongboxes, 
perceived as valuables to be stored for posterity.  Hearst Castle, The California State Railroad 
Museum, The California State Capitol, San Diego Historic Old Town, Sacramento Historic Old Town, 
Angel Island -- $100 million turn of the century treasures were examples of "jewels in a strongbox."1
 
 
During the early 1970's, these great assets were gifted to the people of California and placed in trust 
with the California State Department of Parks.  Without accompanying funds for preservation, security 
and maintenance, the jewels rapidly became multi-million dollar, deteriorating "white elephants".  By 
the late 1970's, they were viewed as relics, attractive nuisances destined for storage.  The challenge: 
how does one store a castle, a museum, an island and two historic towns?   
 
To address the problems of inheritance, the State Park leadership created a task force of managers and 
future planners.2
 
  The task force analysed the controversies inherent in acquisition, management, 
operations, programming, and financing liabilities of this stature.   Visitation, stewardship, and 
economics were identified as the three concerns which would most influence the park system and its 
ability to maintain the "crown jewels." 
The concerns were interrelated.  Although a policy encouraging increased visitation would generate 
more revenue from gate fees, the attracting of sufficient numbers of visitors would require costly, "up-
front" funds for promotional campaigns.  A more serious problem was reflected in economy of scale.  
Increased numbers of visitors would exacerbate the rate of deterioration of the historic buildings; 
projected revenues from increased visitation did not match the cost of restoration and maintenance.  
Attracting public commitment to park steward-ship appeared to be the key unlocking the economic 
confines surrounding these unique parks.  
 
In 1979, the park system mounted a marketing campaign to gain park stewardship.  In theory, if the 
public learned to perceive the park's "crown jewels" through the eyes of ownership, the public might 
prove willing to share in the responsibility of restoring and maintaining these unique and historic park 
settings.  With no marketing experience or models to emulate, the State Park System began a series of 
unrelated marketing tactics with the intent to elicit resolve toward public stewardship. 
                                                          
1 Arnold, Nellie, Jewels in a Strongbox, keynote address presented at the Community Education Conference, State 
of Oregon, 1988. 
2 Mission 1990, State Park System Plan, Department of Parks and Recreation, Resource Agency, June 1982. 
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MARKETING TACTIC I:  PROMOTING A CASE FOR A CAUSE 
 
Limited funds prompted the State Park leadership to seek free advertising and distribution channels.  
One proposed "free" communication channel that captured public attention was through the tax 
initiative process.  The Department's friendly legislature tested the market by attaching a "Save the 
Parks" tax bond onto the state electoral ticket.  The park campaign reached every house in the State at 
the expense of the legislators seeking re-election and votes for bills of their authorship.  The 
promotional campaign was highly successful for short term economic gain.  The state symbols of the 
bear and redwood trees were friendly features on an otherwise aggressive tax bond.  No politician 
overtly unminded the bond or paid much attention to it.  Unexpectedly, the bond, which had been 
primarily a method of attracting public attention to park issues, passed issuing around $200 million to 
acquire parks and restore heritage points. 
 
The campaign was not successful, however, in its initial purpose to elicit park stewardship or attract 
users.  The public appeared ready to save the parks by passing a one time tax bond.  Few people, 
however, associated their tax contribution with a part ownership in the real estate. Few people 
perceived responsibility in visiting or maintaining their asset.  In addition, the legislature no longer 
considered parks funding for maintenance or programs a necessity.  The park system now owned 
restored but empty, "white elephants." 
 
 
MARKETING TACTIC II:  BUILDING A CASE FOR A CAUSE 
 
By promoting instead of building a case for a cause, the parks had gained immediate economic relief 
but had not established a more permanent path of economic stability.  Without increasing visitor 
numbers, the park system could neither count on revenues generated from gate fees nor corresponding 
public service allocations from government.  Parks would continue to be viewed and funded strictly as 
"greenbelts" and "reserves."   Maintenance schedules of the restored jewels were projected to consume 
considerably more than the state parks budget reserves.  
 
Park leadership renewed efforts to attract public stewardship.  Nonprofit organisations were formed in 
affiliation with each unique park to serve as the marketing force for the Park System's "Crown Jewels". 
 Marketing efforts included coordination of educational programs, newsletters and festivals designed 
to attract people to the parks.  In addition, the non profit organisations served as fundraising bodies to 
obtain support for park programs and for facility maintenance.  
 
With this tall order, the non profit structures were pressured into marginal success.  The nonprofit 
organisation leadership, often corporate executives, copied corporate marketing strategies.  Attempts 
to develop and market on site products and programs often failed.  Although priced competitively for 
targeted special interest groups, the cost of production left no margin for profit.  Promotional 
campaigns, still limited by funds, depended primarily on reference group marketing techniques.  
Unfortunately, the reference groups marketed special events to each other, and created "expensive" 
hand crafted products, priced for the high end tourist market.  The state park marketing tactics, 
designed to attract stewards, gained instead a reputation of catering to elite people and competing with 
local craft shops and galleries. 
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MARKETING TACTIC III:  ESTABLISHING AN IMAGE 
 
During the decade of "white elephant" experiences, the state park system had  expanded its portfolio 
beyond redwood forests and marine parks; the system had also lost clarity of image.  Previously 
viewed as Gatekeepers of the Redwoods and Interpreters in Alpine Parks, the rangers had enjoyed a 
gentle reputation as protectors of the environment.  With the inherited "jewel parks", however, a new 
image emerged.  Park rangers became security guards, protecting the artefacts and assets form the 9am 
- 5pm "invaders".  Neither rangers nor visitors appreciated the newly acquired image.   
 
In 1980, the researcher joined the California State Park leadership to assist in redefining park services 
and image.  Responsibilities began with an analysis of existing and expected challenges.  The second 
phase of work involved the design, testing and implementation of a strategic marketing and 
development path that would capitalise on the efforts and resources of both the park system and the 
non profit organisations. 
 
The marketing plan outlined four development steps for the California Department of Parks in 
conjunction with its non profit organisation leadership: 
 
· identify shared vision and common values 
 
· design system for economic development 
 
· establish a marketing and development training program which would: 
 
 (1) retrain park staff to work with, rather than for, the public, and in an economic 
system based on zero budget planning rather than in a system solely operated 
on funds allocated by the legislature. 
 
 (2) retrain community and corporate leadership to work within the confines of the 
public sector, and to adjust private sector marketing strategies for non profit 
use. 
· design communication environments conducive to interaction between park rangers and 
community leaders.  
 
From 1979 through 1984, the researcher created and tested marketing concepts and development 
strategies for each of the "crown jewel" parks.  The following materials summarise the marketing 
concepts created and modelled within the State of California's park system. 
 
 
 SECTION I: 
 "FOUR NEW MARKETING P'S" 
 NON PROFIT MARKETING AND DEVELOPMENT CONCEPTS 
 
MARKETING CONCEPT I:  SHARED VISION AND COMMON GOALS 
 
Marketing is a process through which ideas, products, partnerships and services can be exchanged 
between the creator/sender and the receiver/respondent.  The marketing directive is: 
 
· define and project your corporate or nonprofit values (image),  
·  target and bond with common value markets, 
· design and manage, jointly, a system which supports mutual opportunities and benefits for those 
in the business endeavour 
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Through this process, marketing relationships are carefully established and maintained between 
inventors and investors, brokers and retailers, and in like manner, between non profit leadership and 
government agencies.  These relationships are bonded by trust as products, services, ideas, and 
partnerships move from and between the originator and the receiver. 
 
The most commonly know marketing concepts are those associated with the marketing mix, the 4Ps: 
Product, Price, Place and Promotion.  These variables, however, only provide a formula for short term 
marketing as memory gimmicks. 
 
They limit visionary planning and establish instead short term goals and competitive tactics. Long term 
development strategy depends more on marketing concepts of:3
 
 
Prophesy Profile Projection Position 
 
Prophesy is the mission statement that defines a corporate or non profit commitment to specific 
values and to a business process in keeping with the stated ethos.  The mission statement forecasts 
expectations of accomplishment pending normal interactions between macro and micro environmental 
factors.  The prophesy projects the values of the company, thus defining its self image.  Company 
success is measured by a company's level of attainment of the prophesy, and by the company's 
capability in maintaining commitment with its projected values.  On these two factors, a company's 
image and credibility is formed, projected and assessed. 
 
Analysis of the State Park's marketing program suggested that the value system appeared confused.  
The parks had received considerable funding; the parks had massive assets in lands, castles, towns, and 
museums; the parks, a public service, were espousing non profit service to make profit.  The public 
confusion was understandable.   
 
The lack of vision in the non profit organisations, however, was more difficult to comprehend.  
Corporate leaders, who served on boards of directors of non profit organisations, were frustrated.  In 
business, success was motivated and measured by profit margins; in the non profit world, success was 
motivated and measured by quality of programs based on contributed resources; commercial success 
was not a motivating factor.  Business leadership had impaired vision.  Restricted by corporate 
measures of success, corporate executives consistently registered disappointment in the "lack of 
investment", and consequentially, the lack of financial return.  Their disappointment was reflected in 
corporate contributions of time, funds and energy.   
 
To alleviate the confusion, the researcher introduced a new method of viewing parks, a method more 
meaningful to the communities surrounding each park "jewel".  Parks were positioned as a space 
resource that the private sector could leverage in development strategies and in return attract 
stewardship and program support for the park system.  
 
The State Park's new marketing campaign focused on perceived benefits and opportunities for local 
communities and their business partnerships.  Rather than sell products that were competitive with 
community stores, each unique State Park entered a joint venture partnership with area business.  
Parks became attractive venues for business marketing purposes.  The state retained environmental 
quality controls over imaging, cultural and historical program presentation, and product development.  
                                                          
3 These marketing concepts were created by the researcher in 1979 to adjust corporate imaging practice for Public 
Service agencies and for use in training nonprofit leadership in fundamentals of marketing.  The concepts were 
presented first in the training manual `Jewels in a Strongbox'. 
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The community stewardship attracted investment and increased revenues as events built community 
business identities and relationships.  
 
With the approach of the 1984 Olympics in Los Angeles, the marketing value and economic worth 
inherent in the parks became even more clear.  Nonprofit organisation leadership tallied the economic 
benefits gained if one million Olympic visitors could be encouraged to extend their travel experience 
in California.  The enticement, the "California Crown Jewels": a castle, two historic towns, a State 
Capitol Building, an international standard Railroad museum, and an Immigration Station on Angel 
Island. 
 
By clarifying the values including the inherent economic benefits, the nonprofit organisations and the 
state parks found their basis for shared vision and common goals.  This first step of the strategic 
marketing path, the prophesy, established the basis for stewardship.  By reaching toward a common 
mission, the community gained a sense of ownership and commitment to each park.  Park leadership 
began entrusting a portion of stewardship responsibility and recognition to the non profit 
organisations.  Visitation in each site, with exception of Angel Island, increased over a two year period 
from roughly half a million to 3 million or more visitors per site.  Revenue generation at each park site 
equalled and bypassed the costs of maintenance and restoration.   
 
Profiling, the second key, approaches the market place with the intent of attracting and bonding 
market groups which share common values, or groups which would benefit from ownership of specific 
ideas, services, programs or products.  Marketing philosophy which espouses the building of 
relationships strongly supports the practice of segmenting, profiling, and targeting the market place.  
Mass markets are divided into common interest or common factor groups.  Interests and capabilities of 
each group are defined.  Concentrated messages and bonding exercises are encouraged between the 
company and the targeted user or non user market. 
 
SEGMENT Divide the mass market into common interests and 
capabilities 
PROFILE Identify Who is doing What, When, Where, Why and 
How 
TARGET Concentrates on reaching specific market segments 
 
 
Marketing Research from 1979 through 1981 segmented the market based on users and non users.  
Profiles of users portrayed a majority of users as senior women from white neighbourhoods who no 
longer had significant identity within the community.  The majority had lost both their life partners and 
the security afforded by their partner's income. Another major profile of park user included middle 
income families who perceived the parks as inexpensive holiday grounds. 
 
Profiles of non users included many ethnic groups whose cultures had not established affinity with the 
natural environment, the upper end of the leisure market that perceived parks as holiday locations for 
the less advantaged, and the lower end of the leisure market, the youth and disadvantaged that had 
limited discretionary funds or no access to transportation. 
 
The profiling process confirmed the need to maintain and expand the potential within the senior 
market.  Seniors were granted affordable Golden Bear passes with discount prices for family and 
friends who transported them to the park.  Profiling the regional communities also established the need 
to improve park facilities and educational programs for the camping families, and to encourage longer 
term stays and on site stewardship in protecting and caring for the environment.  The most significant 
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result of the market profile was revealed in the majority's lack of use, and therefore, lack of perceived 
direct benefit to this group.  The parks were viewed merely as beneficial green belts and as sanctuaries 
for animals and birds.  
 
During this marketing exercise, the State Park system realised the need to target non user market 
groups, specifically the diverse cultural groups and the communities who had registered no awareness 
benefit by association.  Marketing activity with these groups proved to be strenuous.  There was no 
common bond on which to establish a relationship.  The Park System had either to expand the 
recognised "Green Belt" philosophy to embrace the community, or design new park programs based 
on needs and interests of the non user communities.  Table I examples market segmentation, profiling, 
and targeting.  The table also illustrates potential marketing strategies that personalise and improve 
service quality. 
 
Projection, the third key, is just as vital to a nonprofit organisation as it is to the business community. 
 The image projected is the image self clarified.  Lack of clarity reflects lack of direction.  Projection 
decisions are influenced by image, competition, and target markets.  Where prophecy defines the 
value, the reason for existence;  projection establishes and releases that competitive image toward the 
targeted market.  Timing and targeting are part of the projection formula.  Competitive messages of 
both profit and nonprofit organisations must reflect quality, relevancy, and stability. 
 
Marketing research suggests that contemporary society is influenced by 10 and 20 second TV spots.  
People either switch messages on or off within 3 seconds, they take 5 seconds to approve/disapprove 
the message, and allocate only 10 seconds to decide whether to seek or to ignore further information.  
The initial image, the mission statement that presents the organisation's values, must be clearly defined 
and sufficiently dynamic to retain attention. 
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Nonprofit organisations should neither assume indifference to image nor to competition.  Resources of 
time, energy, money, space, creativity are stretched between increasing numbers of people and public 
service causes.  During the 1980's, community leadership began to realise that joint venture projects 
between non profit organisations often increased credibility, shared markets, and expanded the base for 
leveraging resources and market reach.  
 
Table II illustrates marketing strategies created through a joint venture partnership between State Parks 
and the California Arts Council.  The venture allowed the parks to increase visitation through 
improved quality in exhibits, historic presentations and festivals.  In addition by pooling resources, 
both Department and Council were able to attract development funds and support. 
 
Positioning, the fourth key, opens communication channels enabling marketing relationships to evolve 
between the partners within the joint venture.  Table III presents three of many strategies used to 
position a company with the market.  Position is gained by: 
 
 (1) investment of time, energy and funds (development) 
 (2) competitive quality 
 (3) recognising uniqueness and diversity of culture. 
 
In the park context, the process required painstaking skill in forming linkages between community 
businesses and non profit leadership.  Matching individuals or groups with specific interests and 
programs, at available times and appropriate venues required considerable time and effort.  In a 
competitive or careless mode of operation, non profit organisations often rushed to duplicate programs 
or recreate experiences of only their own interests.  
 
Market practice in the 90's now encourages the targeted markets to participate in the design, creation, 
care and selection of ideas, products, services and programs.  Although this process of mutual 
positional does create additional challenges, it can also afford more success as community groups or 
target markets take ownership of the ideas and rally behind projects of their commitment.  Challenges 
inherent in the positioning process should be monitored by trained marketing strategists. 
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During the early 1980's, park leadership was not prepared to allow target markets such ready access in 
program planning.  The researcher coordinated several marketing projects with each newly formed non 
profit organisation to establish models.  The projects became communication channels, structures 
through which nonprofit organisation leadership bonded with the State Park system.  Each project was 
unique in timing, presentation, and experience.  At times, the inconsistencies in values and cultural 
perspectives eliminated the possibility of economic success.  As the nonprofit groups created festivals, 
events, and products they moved from one new adventure, and sometimes conflict, to the next.  Slowly 
an economic development and marketing system evolved, which the researcher later entitled 
Resources of Space, Age, Systems.4
 
 
 
 SECTION II:  
 RESOURCES OF SPACE, AGE, SYSTEMS 
 "We are not running out of resources... 
 we are just deficient in imagination in how to use resources"5
 
 
Harland Cleveland's statement in 1980 provided the spur the California State Park System needed to 
recognise that her greatest resource was not her "crown jewels", or solar energy, or the oceans, or oil, 
or nuclear plants.  The greatest resource rested in the will of the people, and in their resolve to live 
beyond just survival. 
 
Hazel Henderson provided a second crucial message:  "We must re-examine goals and values and be 
aware of the need for conscious choices.  ... Problem solving of multi problems will require a more 
participative and decentralised approach so that the solutions are consistent with the goals, aspirations, 
and capacities of local communities and services."6
 
 
Without funding for its unique "jewel parks", a new economic theory had to be established for the 
nonprofit organisations.  Rainbow Economics Theory7
The following chart summarises the development theory that evolved while building programs from a 
zero budget base.  The experimental programs, part of a five year research project, were designed to 
respond to the California State Parks concerns for broadening the base of stewardship, economics and 
visitation.
 recognised diverse values, needs and 
capabilities at the community level.  The theory also established an imaging system and method of 
allocating economic value to community services.  Resources in Space, Age, and Systems became 
the system that recognised and leveraged community assets within a barter network.   
8
 
 
 
                                                          
4 Arnold, Nellie, Resources of Space Age Systems, Keynote address and training manual prepared for Conference 
82, VII Commonwealth and International Conference, Brisbane 1982. 
5 Seaborg, Eric, "The 1980's: A Hopeful Outlook", The Futurist, Volume XIV, No 5, October 1980, P.7. 
6 Ibid. 
7 Arnold, Nellie, "Rainbow Economic Theory", Research analysing poverty streams and barter concepts from 1978-
1984. Theory presented in training manual prepared for the California Parks and Recreation Society Conference, San 
Diego, March 1984. 
8 Arnold, Nellie, "Case Studies 1980-84: California State Department of Parks: Old Town - San Diego Historic 
Park; Angel Island, Hearst Castle; California State Railroad Museum; Multicultural Centre, Los Angeles; Alavera 
Street Los Angeles Mission; Monterey Historic Restoration Project; Old Sacramento State Historic Park; The 
Chinese American Experience; The San Juan Bautista Mission Study and Festival '67. 
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 Marketing and Development Steps  
 Used to Build Programs from a Zero-Base Budget 
 
1. Profile needs, interests, and economic values of park users and non users; 
 Design strategies that attract and hold targeted markets. 
 
2. Establish resource incentive base for program and economic development. 
 
3. Develop synergistic systems designed to improve services and share resources and 
benefits. 
 
4. Expand market base by revitalising and sharing markets within the cooperative. 
 
5. Train leadership in the economic theory and operations, and in communications 
systems. 
 
 
Tables IV-XII depict "theory in practice" in twelve projects conducted in the California State Park 
System.  The experiments were completed in 18 months, and were conducted in seven major state park 
communities as models for future program planning in parks.  More detailed information is referenced 
in the bibliography. 
  
Park leadership drew on state and local recreation departments, arts councils, artists, rangers and 
maintenance staff to complete this statewide research project.  The State of California's culturally 
diverse community speaks 67 languages and hosts 84 registered cultures.9
 
  In order to clarify and 
account for diverse valuing systems, observers from the community, from parks administration, and 
from academic disciplines involving cultural anthropology, arts administration, environmental studies, 
and ethnic studies participated in the study.  These observers provided perspective essential to 
understanding of values and interests of the pluralistic communities.   
The research was conducted from 1979-1983 in preparation of Los Angeles neighbourhoods for pre- 
and post- Olympic cultural festivals.  Eight major museums were created in this period: Afro 
American Museum, Aero Space Museum, Natural History Museum (renovated and updated), the 
Multicultural Museum and Park, the Museum of Science and Industry (renovated and updated), the 
Immigration Center on Angel Island, the California State Railroad Museum, Hearst Castle and the 
State Capitol Building (renovated with original wings as museums).  In addition, the old towns which 
depicted California history were restored with multicultural perspectives using `windows of time' from 
history.  These towns included: San Juan Bautista, Old Town of San Diego, Sacramento Old Town 
and Monterey Wharf and Port. 
 
The success of the programming and fundraising for these projects may be attributed to the seniors and 
artists who initiated the barter system, created a stimulating environment, raised funds to restore 
programs of historical significance, served as artists and artisans on location in live demonstrations of 
museums, and improved the public relations tools of the park system. 
                                                          
9 Arnold, Nellie, Multicultural Museum Park Study, Los Angeles, 1981. California Department of Parks and 
Recreation. 
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 SUMMARY OF TABLES 
 
TABLE IV: Profiles the targeted markets.  Basic service strategies are listed with economic rationale.  
A more detailed extension of the table illustrates the potential for improving services 
and for increasing business development opportunities for the community.  
 
TABLE V: Identifies resources of Space, Age, and Systems, and suggests economic potential within 
the resource.  Due to a zero budget program base, staff acknowledge program and 
service needs within their parks.  They learned to view park assets in a different 
light.  Resources which had economic potentials.  Resources recognised as having 
economic worth included: SPACE (land for large group activities, historic homes 
with some accommodation potentials, classrooms, lecture halls, studio spaces, 
gardens for receptions, allotment-style lands, closed streets within historic units, 
fenced-in areas with gate fee potentials); AGE (retired populations and others 
seeking special programs or volunteer jobs); and SYSTEMS (transportation, 
accommodation, communications, education, professional societies, brokerage 
networks, volunteer networks, and inter-government agency services). 
 
TABLE VI: Describes park needs and resources and cross matches those with the needs and resources 
of one target market group.  In this case, the natural match occurred between 
community artists and the parks.   
 
TABLE VII: Illustrates the method used to determine economic worth of the resources 
contributed into the barter system.  The economic worth, once established, became 
the basis of contracts for artists and artisans within the parks.  Through this method, 
the parks gained considerable economic worth for space within the urban 
environment was at a premium.  Space, management skills, marketing networks and 
existing audiences were leveraged to advantage.  Each park was able to contract 
with two full time artists.  The Old Towns of San Diego and Sacramento provided 
an enormous potential for bartering.  Each shop, theatre, restaurant, and arts council 
participated in the barter system. 
 
TABLE VIII: Presents the synergistic program system that evolved based on values and 
development valuing methods.  The outcome of the system created four types of 
programs.  Resources shared and values gained enabled the programs to build into a 
regular system of festivals, events, classes, and commercial ventures.  Some 
programs served strictly as  promotional attractions; other programs enabled youth 
and seniors to gain training, recreation, and employment outlets. 
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 SECTION III 
  
 STAFF TRAINING  
 
During staff briefings and early community meetings, it became apparent that some staff and various 
community groups were experiencing values in collision.  The struggle to maintain natural resources 
and historic atmospheres was not appreciated by several user groups who preferred to experience 
modern recreation programs or planned large group activities in high-quality natural areas.  
 
Another concern was the public's dependency on government agencies to direct programs and provide 
services without assistance from neighbourhood groups.  The scripts of past experience with 
government and with community action groups influenced participants involved in developing new 
strategies.  Unfortunately, leadership roles in government services and community recreation during 
the past three decades had been those of dictator, director, programmer, and specialist.  These styles of 
leadership accounted for the dependency of the public on authority figures and direction.  The public 
expected government to take responsibility for programs, as well as for protecting the environment.  
Dependency developed out of this expectancy.  
 
Need for recognition of cultural organisations and need for jobs in low-economic-value 
neighbourhoods also surfaced during the early stages of the projects.10
 
  Many groups who received 
little attention from government or from local powers lobbied for attention, demanding priority rights 
on job potentials, programs, and services.  The culmination of agendas and scripts in the meetings 
created a hostile environment of `me-ism'; an environment that slowed the program development 
proces.   
If the program and economic strategies were to work, a commitment to the process was necessary.  In 
each community, there were one or two people willing to reach beyond their own immediate interests 
to share in a problem-solving process for the benefit of the larger community.  Their stewardship was 
motivated by values similar to those of park professionals.  The fastest path to program development 
would have been to work with these individuals.  A major problem would still have appeared, 
however, for the common values of these individuals did not represent all segments of the population 
or even the target groups.  The cultural, economic and educational plurality of communities demanded 
a broader perspective in program planning and park stewardship.  
 
It became essential to create environments that would allow more people to participate in program 
design.  Values could then be determined, adjusted with group objectives, and placed into some 
common perspective during the pre-planning process.   
 
To gain the involvement of dissenting groups, different leadership styles of state employees had to be 
encouraged.  The directive programmer was replaced by a facilitator.  Goals and program ideas were 
initiated from within each group to decrease state responsibility in program development and to 
increase public ownership of the parks.   
                                                          
10  1978-1984 Studies in Cultures, Immigration and Poverty - bibliography 
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A sequence of community training environments was created during the early stages of the research.  
The first environment was described as the ENABLING ENVIRONMENT.  Meetings were designed 
to return leadership to the public.  Discussions of needs, interests and program ideas materialised only 
as the public expressed their interests and concerns.  With no funding as an incentive, the approach 
determined the degree of public commitment.  The initial training experience was very difficult for 
park rangers, most of whom were action focused professionals. 
 
The second environment, the CONNECTING ENVIRONMENT, emerged as various interest 
organisations gained enough confidence to commit leadership to specific projects.  Both rangers and 
non profit members began reaching beyond their own interests to respond to public and park needs.  
As members joined forces in designing programs, the self-focused groups began to reorganise into 
skill and interest groups.  If individuals enjoyed lobbying for issues, they were placed in the advocates' 
forum, and given assignments in public relations, public awareness and promotional projects.  
Business experienced people who had skills in management, fund raising and organisation were given 
jobs in their areas of expertise, under the umbrella of the non profit organisation leadership.  Other 
organisational structures evolved as projects began to take shape: communications centre, artists' 
cooperative, volunteer bureaus, and cultural presentation coordinators.  It was important that each 
person associate with a group and have a title if he or she was expected to take responsibility.  
 
Tables IX and X illustrate in more depth the environments created in a cooperative effort between the 
park rangers and the community leadership.  The training environments approaches were used 
throughout the development process to reinforce confidence, remind specific groups of their 
relationship to the total service "jigsaw puzzle", and reconfirm to staff the need for outreach to various 
interest groups and markets.  
 
The final training environment was the SUPPORTING ENVIRONMENT.  Programs could not 
develop without some economic base and some sense of stability in organisational structures.  Natural 
resources of the community identified as having economic worth,  included space, education, training 
abilities, time, energy, commitment, connections, family name; the list was extensive.  As appreciation 
for Space, Age, Systems was confirmed, state and local agencies and businesses made commitments of 
space; seniors contributed leadership; government offered a diversity of communication, 
transportation, and political systems to insure success of each project.   
 
By 1984, the California Park system had become user friendly.  Staff and non profit organisations had 
profiled and targeted their markets, determined needs and responsive strategies.  (Seminar points are 
illustrated with slides). 
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